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V. Q & A
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I. Project Background
The main campus of the 
University of Kansas (KU) 
is located in Lawrence, 
Kansas. There are currently 
28,447 students enrolled at 
the University.
Right: from University Archives, 1968
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I. Project Background
The Kenneth Spencer 
Research Library (one of 
seven libraries on 
campus) houses the 
University Archives, 
Kansas Collection, and 
Special Collections.
Left: from University Archives, 2018
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I. Project Background - Phog Allen
• Forrest “Phog” Allen (1885-1974)
• Played for James Naismith, inventor of basketball
• Coached Dean Smith and Clyde Lovellette
• Recruited Wilt Chamberlain
• 590 wins in 39 years as head coach
• Department of Physical Education
• Athletic Director and basketball coach at KU
Right: from University Archives, ca. 1930
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I. Project Background - Institutional Context
• Two-year project digitizing 20,827 
basketball photographs
• DeBruce Center & the Rules of 
Basketball (Spring 2016)
• Institutional priorities – Libraries’ Office 
of Communication and Advancement 
(OCA) & KU Endowment
• No financial support from KU Athletics
Right: from University Archives, 1939
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I. Project Background - Crowdfunding
• https://www.launchku.org/project/1716
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I. Project Background - Crowdfunding
• Launched in February 2016
• Campaign ran February-April
• 10 of 99 donors were current employees of KU Libraries (contributed $2,050)
• Incentives to donate: $10 enters you into basketball tickets raffle 
• Can no longer contribute via the crowdfunding page, but KUEA will still accept 
funds for this project
• 40% of goal for $50,000 met
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I. Project Background - Vendor
• Backstage Library Works (Utah) quoted .77¢ per page in 2014
• Scanning America (Kansas) quoted .44¢ per page in 2016
• Both quotes included image capture, post-processing, detailed file naming, 
image review, derivative file creation, and shipping costs.
• Shipping costs, level of image review, and vendor market share account for 
cost disparity.
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I. Project Background - Vendor
• Close location made box recall possible
• $5,000 donation from Scanning America
• Previous relationship + close location + donation = contract awarded
• Points for keeping private funds in state
• Site visit and sample images
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I. Project Background - Project team
Project team members, first meeting October 2016
• (2) library administration
• (1) conservation
• (2) university archives
• (1) project manager
• (1) metadata
• (1) digitization
• (2) processing and description
• (9) student employees
Right: from University Archives, 1930s
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I. Project Background - State of the records
Physical and intellectual state of “collection” at beginning of project
• Two records series, Basketball Coach’s records (24 boxes) and Athletic 
Director’s files (10 boxes)
• Folder inventories in database/spreadsheet format; no published finding aid 
for top level record group RG 66, Athletic Department
• Large amounts of material in each folder; some boxes overfull, other boxes 
emptier
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I. Project Background - State of the records
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II. Process - Conservation
• Surveyed over 80,000 pieces of paper over course of 5 months
• Treated 5,335 items to repair damage and create best 
scanning copy:
• Minimal mending where tears affected content
• Minimal dry cleaning and accretion removal (RUBBER 
BANDS)
• Ironing creases and folds
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II. Process - Conservation
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II. Process - Conservation
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II. Process - Processing
• Staple removal
• Reducing number of items in each folder - roughly 25 
pages/folder
• Better labeling of folders
• Removal of oversize materials
• Weeding criteria and consulting with curator
• Reduced number of boxes
• Description in collections management tool ArchivesSpace
• Physical processing not as intense for AD’s files
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II. Process - Processing
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II. Process - Processing
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• Finding aid for Basketball Coach’s 
series available at: 
http://hdl.handle.net/10407/0273037559 
• Also available through local catalog and 
WorldCat: 
http://www.worldcat.org/oclc/1001957503
• (Athletic Director’s series finding aid not 
published yet)
II. Process - Publication
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II. Process - Publication
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II. Process - Digitization
• Technical standards: 400 ppi, 24-bit, RGB, uncompressed TIF
• Plustek OpticBook A300 flatbed scanner
• Requested overscan, backsides with content except newspaper clippings, 
retained scans of physical duplicates, and skipped removal notices
• Searchable PDF derivative with uncorrected OCR
• Delivery via external hard drives
• Initial time estimates
• Vendor picked up all 21 boxes from KU Libraries on November 27, 2017
• KU Libraries scheduled to receive the last box from vendor in December 2018 
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II. Process - Digitization
• Oversize in-house 
• Phase One camera
• Match white background
• Quality Assurance
• Reviewed 100% of scans
• Average of 2,800 scans per box
• <2% error rate
• Tonal inconsistencies, crop and 
deskew and orientation errors, 
missing pages, etc.
Right: from University Archives, 1939
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II. Process – Digital Repository




• 3 TB of Phog papers
• In addition to future 




III. Challenges - Crowdfunding





• Reveal Digital 
• GiveCampus 
• Do you get the money even if you don’t meet your goal?
• Are there service fees? Other possible hidden costs?
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III. Challenges - Crowdfunding
• Will you offer incentives (perks/gifts) for donors?
• How do you provide project updates? 
• Do you have a social media presence to promote the project?
• How do you build donor interest and maintain a donor base?
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III. Challenges - Actual process
Projected time spent on 
project
● Project admin: 74 
hours
● Meetings: 85.5 hours
● Testing: 8.5 hours
● Conservation: 111.75 
hours
● Processing: 484.5 
hours
● QA: 173 hours
● Digitization: 56 hours
● Communications: 3 
hours
TOTAL STAFF TIME: APPROXIMATELY 1,000 HOURS 30
III. Challenges - Actual process
Processing hours 
breakdown:
● Staple removal: 159 
hours
● Basketball coach 
processing: 218 
hours
● Athletic Director’s 
processing: 107 
hours
● Approximately 484 
hours 31
III. Challenges - Actual process
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III. Challenges - Actual process
Digitization hours 
breakdown:
● Vendor contact: 9.5 hours
● In-house: 14 hours
● QA: 172 hours
● Corrections: 42 hours




• 1,000 hours staff time
• 1,500 hours vendor time
• Project not completely funded by 
crowd-funding
• Crowd-funding only covered external 
vendor costs for 1 records series
• Went forward anyway
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IV. Lessons Learned - Communications
• Early identification and involvement of all internal players
• Expectations management - internal
• Expectations management - external
• Internal communications
• Communications with vendor
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IV. Lessons Learned - Project Management
• Have a specific amount of money in 
hand, so you don’t waste time 
coming up with possible scenarios 
for ‘x’ or ‘y’ or ‘z’ amount of money
• Existing processes can be modified 
to meet project needs--don’t reinvent 
the wheel
• More thoughtful selection of future 
(crowd-, grant-funded) projects. Use 
assessments, examine resources 
involved, etc.
Top 10 page views of basketball photographs since September 2015
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IV. Lessons Learned - Outsourcing vs. In-House
Do you need to outsource?
• Do you have staff trained in conservation and/or digitization?
• How challenging or complex is the material format?
• What physical state is it in?
• Do you have the proper equipment?
• Do you have the administrative time and resources?
• Do you have students/volunteers, or will you hire short-term project staff?
• Will you have concurrent projects?
• Do private funds mean you have to use a private company?
• Can you subsidize the work involved?
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IV. Lessons Learned - Vendor Relations
• Formal Request for Proposal 
(RFP) process encourages 
competition
• Don’t take glowing vendor 
reviews at face value 
• Specify FADGI 4-star 










Right: from University Archives, 1955
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